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NL a Sip ste. DISPATCH 02-59-55... 
DATE 2, fyspst 1958. 
TO: ALL Areas 
FROM: Chief, KUCLUB 
SUBJECT: General - Administrative 


Specific - Fitness Reports 


ACTION REQUESTED: Eternel Visiisnce 


The following discourse or. fitness reports, which wac cregared in 
another canponent of KUBAKK, expresses in explicit languege many of the 
legitimate criticisms on “ne naoner in whien fitness reports are pre- 
pared. I have the author's permission to use it. Wrile I velieve tne 
caliber of our reports is improving, we are still subject to these same, 
criticisms. The only wey ve can sake these reports mean anything is for 
us to collectively exercize ‘eternal vigilance” und be conc atetitious in 
their preparation and revicy. I am cireuluting t..is memorandum to all 
ea supervisors at Headquartere and would like it to be Aistributed to 
all supervisors in your area’ 


a. For same time nov I have been yecoming more and more 
depressed by tne pointleseness of our ritness reports. They 
are still so uniformly high as to nave almost ne neaniag, and until 
we radically reform our practice they will contante Fo be @ cam~ 
plete and enormous waste of Vime. 


bd. Same months ago, I had twenty-five repor*s picked at 
random and analyzed. Since tue old forms were still in use, 
the raters had checked fifty ivems on each of twenty-five indivi- 
duals, for a total of 1250. OF these 1250, 642 were above 
average and 351 were outstanding! Twenty-seven were “not ob- 
served," which leaves only 230 for the whole range of average 
and below average. Thus, when canpared with one another » our 
people are all above average or better in more Ykan eighty per 
cent of all traits observed. Now Like the White Queen I can 
believe three impossible thicgs before breakfast, at least most 
5 mornings, put this is asking too much. Seven of the twenty-five 
randon sample employees are outstanding in fram twenty-five 
to thirty-eight different ways. Not one of the twenty-five isn't 


‘ ty con- 
outstanding in at least one respect, probably securi 
ereancees since I notice that in thet particular every single 


one of our people stands out above all nis fellows. 


/The whole system reminds you/ 
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The whole system reminds you of the island of Barataria, where 
the gondolier kings wbandoned all effort to discriminate among 
varying degrees cf merit: 


dhe Noble Lard who rules the State 
Nhe Neble Lord who clenns the plete 

2 Noble Lord who scrubs the grate- 
they o1L shall equal be! 


fhe Lord High Bishop orthodox 

The Lord High Coachman on the bax 

Tue Lord High Vagabond in, the stocks- 
They ALL shall equal be! 


But you'll remember tint the system broke down under the same 
weight of meaninglessness that makes nonsense of our fitness 
reports: 
When you have nothing else to wear 
But cloth of gold and saotins rere, 
For elot:: of gold you cease to care-- 
Up goes the price of. shoddy. 


In short, -whoever you may be, 
To this conclusion you'll agree 
When every one is somebodee, 


Then no one's anybody! 


c. I'd hoped that the new fitness report, Form 45, would 
help supervisors moke more discriminating and meaningful judge- 
ments. And indeed the recent reports are a little better; at 
least, there ore a few more ratings of: dverage, though it is 
still truc’ that alnost no-one is ever below average in any 
tespect whatever. They are still far too. high; I have before 
me, for example, a fitness report o écretary who 1s out- 
standing in twenty-two out of thirty traits, above average in 
seven, not Observed in one. I have 
is efyone that good? And they still: 

. dictions, though it is true that the 
~~ quote’ on that score ore fron the old 


1. Of a clerk stenograp: 
“to do her job well, she has, ac 
“-janner verging on bossiness”. 

. “-rater has marked "above ave 
~-@long with people at all social’ ‘li 
“with people, stimulating to’ 
.:-¢ussions with associates,: thoug. 
criticism is constructive, able 
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* ‘And in the sox for ‘facilitates snooth operation ef his 


office", he marked ‘outstanding’! The whole revert is 
SO tender-ninded that when you see the rater hat rerked 
her way down to avevage on "unemotional, calm, eve: 
position,” you take it that he really neans Par »:low 
average, and got a meutcl picture of a virsgo, 
probably quite unfair to the girl. 


2. Of on intclligence officer it is said ax sone 

length that he Larks forcefulneos ond sclf-nsaurence. 

But of the fifty traits checked inmediately “hove, not 

one 4s lower than aove average, including “can make 
decisions on his cw, Stimmlating to his associates, able 
to influence others". Apporently the rater was 23 ruthicss 
Qs he could force hinself to be when he marked these traits 
in only the Lovest degree of “above average”, 


- 
a a. Yor course, I don't need to lecture the ola hands about 
the futility of 211 this. But I'd like to renind everybody of 
Che practical consequences; ‘ ° 


~ 2. We've hnd a pood deal of discussion ond correspon- 
_ dence about the need for filling a particular job oversens 
“with oa new man from outside the Station, because no one now 
resent is good enough to take on the job. Surely, I can 
“be forgiven for taking so long to agree with the Station 
~ that a new man is needed, when the principal candidate 
“@lready on hand is officially judged to be outstanding in 
: st all the qualities the job requires, and above average 
all others. 


» One man recently had his promotion held up for 
ie of months becouse his fitness report showed hin 
tanding in forty-five of the fifty. traits. His one puny 
ess ("He displays o degree of impaticntness duc to 
iving enthusicsn and deternination to get on with 
abi") caused the rater to downgrade the other five traits 
lous’ in action, caln, able todo his job without 
ng support, inmpleuents decisions regardless of his own 
ngs, thoughtful of others") to merely the highest 

Uch’a report is altogether 
ubt_on the objectivity 
ended hin for promotion, 


Op ottenpt to rina 
balanced and believable 
duol: the blame rests 


his subordinates 


“You miy romonber that... 
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3- You may reucmber that I have spent n good deal of 
tine on verious boards and ponels set up to get rid of the 
few incompetent people and the rather more nuncrous narginal 
and mediocre »cople we all know to be in the fgcney. After 
& couple of yorrs of such efforts, we heve muncged to get 
rid of ao fev gcrsons By means of the Chief, *lPaRK's powers 

under publi: law, Cor reasons of unsctiscnct-ry performance. 

_ In case ofter case, we found no justifiable j,zrcunds for 
action because of flattering. fitness report; Signed by the 
very supervisors who brought the cases to our attention for 
disposal. 


e. In short, our fitness reporting is unfair to the outfit 
and to the individuol ond a colanitous waste of timc. But it 
need not be if we: 


1. Reverse the inflationary trend by using words to 
mean absolutcly literally what they say. 


2. Recognize that it is normal, rather than disgraceful, 

to be average, or below average, or even far below average, 
in this or that aspect of performance. The caliber of the 
people in this outfit is very high, so high thot all-round 
good performance deserves no better moirk than averoge, yet 
surcly no one is not deficient somewhere. Anybody who wants 
to convince me that an employee is abcve Overage or better 
in every possible trait and every possible aspect of his 
work will hove to prove it with a lot more persuasive 

’ evidence than a: bunch of easy check marks and some glib - 
pussyfooting language of the sort quoted in paragraphs 3 
and 4 above. 


3. -Toke special pains to write honest paragraphs. They 


will alwoys be more meaningful than check marks or nunibers, 
(and will olwoys receive more weight in any review of performance. | 


4. Crack down on all supervisors. They too are judged 
‘by the fitness reports they write. Your own fitness reports 
on supervisors under you should characterize candidly their 
- | Performance as raters, with ad commients on oll who con- 
~"\ tinue to value tender mindedness above hardheaded objectivity. 
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